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Communicating Effectively

“The biggest problem in communication is the illusion it has taken place”.
(Attributed to George Bernard Shaw)

In all our collective experience of working in many organisations and across many industries,
“Communication” is without doubt the single biggest issue that in turn causes all manner of
issues across teams, departments and the entire organisation.

Poor communication, miscommunication, a lack of communication, and unnecessary
communication all disrupt our work. Until we take considered action to address this issue, it
will continue to be a constant negative disruptor, creating numerous problems for all.

Below are our thoughts on some of the ingredients you need to employ when communicating.

Organisational Values:

When we think about communication, we don’t always
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think about our organisational values. But when you hUSIness;
condut mnm,atmnvalueaccnunlahmtumre

think about it, if we say that we are going to uphold our
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values in everything we do, and live and breathe them, industry” "5
then surely all our communications should be in line cultureE
with our values. Food for thought at least, I'd suggest.
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If you have attended one of our Leadership, Management and Organisational Culture
programmes, you’ll know that we talk about the importance of aligning with organisational
values and ensuring that all colleagues adhere to them. We’ve even suggested that
organisational values should be present in recruitment adverts, highlighted during interviews,
and if they get the job, covered again when new employees meet their new manager or leader.

Let’s face it, if throughout the journey into your company, they are repeatedly told that they
will be expected to adhere to your organisational values, then show how important they are by
adding them to their job descriptions.

Why add them to job descriptions? Because we are employing people to do two things:
1. Do the job they have been employed to perform well.

2. Work as a representative of our organisation and in doing so, demonstrate our values to
our clients, customers, and colleagues alike.

Values are not optional; they are mandatory, so give them the importance and value they
need to have or expect people to skirt around them and pay lip service to them.

Conscious and unconscious bias:

We agreed that purposeful, well-intentioned bias is acceptable. For ... .
example, when speaking with a new client, we would be very biased BIaS aasBlaS Bias -
about how good our services are, etc. . 1. :
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However, we also use bias consciously when we argue our case in
meetings, debate with colleagues, friends, family, and so on. In some cases, this is justified, but
we must regularly check our biases and those of our colleagues.
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Is it coming from a personal preference rather than from a holistically beneficial place that
helps all colleagues and the wider organisation? Read up on “Confirmation Bias”.

It is the unconscious bias that we must be particularly attentive to, but as it is unconscious, we
need help in identifying it and its impact. Therefore, we must be proactive in addressing this by
asking others to be our health checkers, informing us about our unconscious biases.

This links closely to emotional intelligence and social awareness. The more we get to know
each other and all our team members, the more able we are to apply the moccasin approach
(Handout) and all it brings. We will only discover our unconscious biases through those who
believe they have the psychological safety to inform us of their biases and their impact.

A preference or a bias is fine to have, unless it impacts our decision-making, leading to a
decision that we favour. In business, our decisions must be made with a genuine desire to get
things right for us all and, of course, the business.

Filtering:
We often see things not as they truly are, but through our filters.
It is through our personal experiences in life that our filters form, and these

can become our preferences or biases. Arguably, a preference or bias is
fine to have, unless it impacts how we make decisions or treat others.

An example:

A senior leader asks all their managers if their team members are happy.
Everyone says yes, all good, thanks. (But this is not true.)

There’s a lot to unpack here, but in short:

Filtering — Everyone is filtering/avoiding the truth as they are fearful of speaking out, even
though their teams are saying a lot about some issues that impact their ability to work
effectively.

Psychological safety - This is lacking. If there had been good psychological
safety, the managers would have been speaking out as needed. Also, in
organisations where this is worked hard on, colleagues can chat with any
other person about matters, regardless of their hierarchical standing or
title.

Social awareness (Part of Emotional Intelligence) - It is highly recommended for senior
leaders to get to know all their people, and the best way to do this is to talk with them
regularly. This links to psychological safety and means there is a collaborative and collective
approach to work in the wider department and across teams. (Read this handout on
Leadership styles).

When we filter information, it can be seen as a type of lying. It is often referred to as “lying by
exception”; in other words, you’re not telling the whole truth.

Lying by exception can have a considerable knock-on effect. Suppose | give you filtered
information through my responses to your questions, or in reports and other communications.
In that case, you will act on my communication in good faith and then possibly act based on the
information | gave you. Your decisions and actions will not be as good as they could have been!
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A “Big assumption”:

(This is me exerting my conscious bias by mentioning Robert Keegan’s (an American
developmental psychologist) “Big assumption”.)

An assumption is where we have assumed that something is so or that something will happen,
but there is no absolute evidence to support our belief as a fact. It is where we believe
something to be true, although we may hold suspicions that it might not be “entirely” true.

Keegan suggested that, over time, our long-held assumptions will no
longer be viewed by us as assumptions but as facts. Our bias has outcome 3 _ stage tme e, 5 &S
worked on us so well that we now consider what was previously not pgsegsl,ﬁ:-gggkoalna“!ﬂi
a 100% fact as a fact. This means we view it as a fact that cannot be choice &
challenged, and we present it as such. Imagine a teacher or trainer

doing this; the impact could have massive knock-on effects.
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Therefore, regularly self-assess any assumptions that you consider and decide whether they
are assumptions/beliefs or facts.

Body language:
Albert Mehrabian’s (Professor Emeritus of Psychology at the a

University of California) research findings were published in 1967,
and they remain widely regarded as valid today.

They showed that when we communicate, our words, tone and

body language hold various values. Those values were: m
e Words-7%
e Tone-38%

e Body Language - 55%

We must become conscious of the signals we send through our body language (especially
unconsciously). It is a critical ingredient for building and maintaining rapport.

Use active listening signals (Handout), speak their language (if you can), flex your style to
theirs, focus on understanding their intent (read/hear between the lines), and, where
appropriate, mirror or match their body language.

Be aware of neurodivergent colleagues, as this can be a very challenging part of sending and
receiving communication for them. (I am autistic). We don’t always notice those subtle clues
that most neurotypical people recognise and interpret almost unconsciously.

Try to use the Six Cs and be Correct, Clear, Conness, Complete, Courteous and Considerate.
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